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14 June 1973

MEMORANDUM FOR: Director of Central Intelligence

SUBJECT : Activities of. the Management
Advisory Group, June 1972 - May 1973

1. This memorandum summarizes the activities
of the Management Advisory Group during the past
twelve months.

2. The policy of staggered appointments to
MAG again resulted in a completc renewal of its
membership. Some of the new designees were selected
through advertisement of vacancies, as MAG itself
had rccommended toward ensuring cffective performance.
MAG has continued to meet on a monthly basis: one
regular business session and genecrally also a
dinner scssion. Guest speakers, in addition to
the Deputy Director of Central Ingellicence have
included (in ordecr of appearance) | STAT

STAT

3. MAG this year prepared a number of
papers and recommendations on its own initiative,
submitting them to the Executive Secretary of the
Management Committec (formerly the Executive
Director - Comptroller):
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A. Appointments to the Management
Advisory Group. MAG proposcd that each Direcctorate
review its procedures for filling MAG vacancies
and suggested ways to open membership to a
broader circle of interested individuals (Tab A).

Eﬂ B. Recommendations Regarding the
"FYI - Allegations and Answers' Series. MAG.
recommended continued experimentation with this
series. However, noting the existence of
scepticism among its peers, MAG cited the most
frequently mentioned deficiencies and suggested
changes to make the series more credible (Tab

B). }N

C. Recommendations on Credit Union
Management. MAG called attention to possible
improprieties in the practices of the Credit
Union's Board of Directors and recommended a
review of the union's managerial procedurcs.
As a result, a discussion was held between the
Exccutive Director-Comptroller and the appropriate
officials concerning the Board's clectoral pro-
cedures and the Board's responsiveness to Credit
Union membership as a whole. MAG's concern thus
has been alleviated (Tab C).

QQIL Dissemination of Information. As
a follow-on to the earlier MAG papcr on "Allegations
and Answers,' MAG recommended that information
bulletins be coordinated and issued from onc
central point. Such bulletins should include a
statement of purpose and be as straightforward
and factual as possible. MAG also offered to
review such issuances prior to distribution
(Tab D).
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\QE. Improving the Role of Training in
Personnel Management. MAG felt that the Agency
was not effectively utilizing training in
personnel management and career development.
Thirteen recommendations related to the concept
of the "training officer,'" management's role,
and the role of OTR were included in the MAG
report. In a memo to the Ex Dir, the Director
of Training responded in detail to MAG's rccommenda-
tions (Tab E).

\Q F. Assignment of Co-op Students and
Summer Interns to Audit Staif. MAG expressecd
its concern about an allegation that Co-op Students
and/or Summer Interns were being used to audit
field stations and bases, thereby exposing
employees who might have only a brief relationship
with the Agency to sensitive information that
an audit reveals. MAG felt the subject was of
sufficient gravity to call to the Lxecutive
Director's attention for possible investigation.
The Ex Dir discussed the matter with appropriate
officers on the Audit Staff, who agrced to consider
the implications of using such employees in auditing
field offices (Tab F).

\QG. Useful Policies and Procedurcs.
MAG catalogued numcrous proccdures and policies
in limited use within the Agency which appecared
to have more universal utility. The Executive
Director forwarded the paper to the Office of
Personnel, which preparcd a compilation of addi-
tional useful techniques. Subsequently, the
Executive Director directed that these techniques
be publicized. So far we know of no follow-up
on this, although MAG itself is preparing a sequel
to this catalogue (Tab G).
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id H. Program for the Prevention and
Trecatment of Alcoholism. Pointing out that the
Kgency had not made sufficient effort toward
educating employees about alcoholism, MAG made
several recommendations for better 1mp1emcntat10n
of existing Agency policy. Subsequently the
DDM§S issued HN "Program for the Prevention
and Treatment of Alcohollsm' as one response to
MAG's paper. Other MAG suggestions are now being
considered by OP (Tab H).

N I. Employee Bulletin on RIF and
Assumed Rcorganization. MAG rccommended that
official Agency policy statements be made on
proposed plans for personnel reductions and
reorganization -- subjects rampant in the news-
papers and the rumor mill. Since then MAG has
noted with plcasure the releasc of several policy
statements on these and other subjccts of
employee concern (Tab I).

\W~J. Carcer Services: Nced for Change.
MAG proposed major alterations in the Carcer
Services system. Reccommendations included recducing
the number of Services from 23 to 5, promoting
greater carcer mobility between Scrvices, sctting
up a carcer counseling system in cach Service,
and standardizing basic evaluation criteria for
use in all Services. MAG hopes its ideas will
be considercd in the OP study of the problem now
underway (Tab J).

&}iTV” K. Use of Part-Time Professional
Employees. From MAG's perspective, thec utiliza-
tion of such employecs has a number of advantages
to the Agency, especially for the retention of
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specialized skills that might otherwise be permancntly
lost. Other possible benefits include the consolida-
tion of work tasks (with attendant savings in
resources), greater opportunities for the rapid
advancement of younger officers, and flexibility

in training. which is oriented toward professional
broadening or retirement in a sccond carcer. The
Executive Secretary sent MAG's paper to the DDMGS

for action; OP has asked the Deputy Directors to
comment on ways to implement MAG's suggestions

(Tab X).

4. Studies or rccommcndations on issuecs
raised by management included the following:

WA, Revision of Fitness Report System.
In response to a request from the ILxecutive Dircctor,
MAG reviewed several inter-related OP papers on
the Fitness Report and Carcer Development programs
and submitted its recommcndations for changes in
the proposed system. Some idecas from MAG's review
were accepted in the revised Fitness Report system
recently approved by the Management Committce
(Tab L).

1

\'IB. Effective Lateral Communications.
In response to a qucry {rom the Assistant to the
Executive Director, MAG reported on the nced
for better lateral communications (despite ''mced-
to-know'") within the Agency. It listed methods
by which such communications could be improved,
for example: country or subject seminars, a
data bank of specialists, and closer personal
contact betwcen components. DDS was tasked
with preparation of a functional Agency phone Dbook,
which is near completion (Tab M).
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C. Personncl Development Program. At
the request of the Executive Director-Comptroller,
MAG reviewed the Office of Pcrsonnel's planned
Personnel Development Program, finding it to be
an cxcellent systematic approach to executive
development. MAG evaluated its probable c{fective-
ness and acceptance, noted the effort that would
be required to implement it, and pointed out
possible pitfalls in the plan (Tab N).

a0y

W ™7 D, The Agency's Image Revisited. At
the request of the Executive Director, MAG reviewed
an earlier MAG memorandum (18 November 1970) on
this subject. The review confirmed the memorandum's
judgment that the Agency's imagc is determined
mainly by the quality of its work. MAG felt,
however, that secvcral of the earlier rccommendations
were now cither superfluous or likecly to be
counterproductive. In today's environment, MAG
recommended a gencrally low-key approach, specifically
calling for rcinstitution of the "100 Universitics
Program" and for increased public service endeavors
such as the OMS drug cxhibit. The Executive
Director passcd MAG's recommendations to the
Director of Pecrsonnel, who proposcd, as a first
step, a modified "100 Universities Program.'" This
proposal, endorsed by the DDM&S, was approved by
the Management Committec. Other suggestions have
yet to be considered (Tab 0).

@,Q E. Air Proprietaries. At the recquest
of the Deputy Director of Support, MAG looked into
the subject of air proprietaries and concluded
that a study-in-depth on their neecd and management
was long overdue. Such a review was dectermined,
however, to be beyond MAG's capability and purview
(Tab P).
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ﬂﬁkgﬂﬁr F. Agency Esprit. At the request of
the Deputy Director of Support, MAG conducted a
modest survey of employece attitudes to determine
i1f therc were an Agency morale problem. MAG con-
cluded that while morale was not a major factor
across the board, significant problems cxisted

in some components. MAG recommended intcr alia
that the Deputy Directors and Office Dircctors
should make themselves more visible to their
employees; that only those who demonstrate a
compctence for management be promoted into
supervisory positions; and that rotational assign-
ments and transfers between Directorates for
employees with promotion potcntial be made casier.
This memorandum was the subject of a group scssion
with the Director in March, which resulted in the
elaboration of management commitments to action;
DDM&S and DDO have prepared responsces to those
commitments at the recquest of the Assistant to

the Executive Secretary (Tab Q).

G. Review of Fitncss Report Program.
MAG reviewed for the Lxeccutive Sccretary a
memorandum of the Director of Personnel on fitness
reports. Agreeing with most of its conclusions
and recommendations, MAG particularly stressed
the need for giving Dircctorate-oricnted training
to fitness report writers and for encouraging
deeper involvement of the employce in the prepara-
tion of the reports (Tab R).

Nolm H. Grievance Procedures. At the
request of the Lxecutive Secretary, MAG commented
on a Junior Officers' Study Group paper on this
subject. MAG concluded that the JOSG correcctly
cmphasized the neced for greater publicity on the
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IG's role in handling employee gricvances but
neglected broader aspects of the problem. MAG

is reviewing thec steps being instituted in each
Directorate in responsc to the IG's memo of 29
March 1973, which responded to certain suggestions
of the JOSG study (Tab S).

5. Employce Bulletin #337 of 19 December
1972 solicited views and suggestions for MAG's
consideration. Since then about a dozen responses
have been received, and in each instance we informed
the originators of our reactions.

‘ A. Tollowing up onc suggestion rcgarding
a necutral location for a centralized vacancy notice
file, MAG prepared a scparatc memorandum to the

Exccutive Secretary with specific recommendations
(Tab T).

B. In other cases MAG discussed the
suggestion and, where warranted, forwarded it with
our endorsement to the Executive Secretary or other
Agency managers (Tab U).

6. Other MAG activities included:

A. Two group sessions (March and May)
with the DCI on a variety of current issues,
primarily centering on the problem of Agency morale.

B. Discussion with Mr. Colby (Novecmber)
regarding presentation of MAG's 1971-1972 Annual
Report at a mecting of the Deputy Dircctors.

C. Discussion with Mr. Brownman (May)
regarding categories of employees being declared
excess personnel (MAG's interest in this problem
continues).
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D. Group discussion with several
representatives of other advisory groups (December)
regarding Agency esprit.

E. Discussion with several Agency
managers on the Program Call mechanism for
measuring organizational performance (MAG's
interest continues).

F. Mcetings at various times between
individual Deputy Directors and their MAG represen-
tatives on matters of common concern.

G. Response to the Executive Secretary
regarding management commitments issuing from
the Director's session with MAG in March.

1. Response to the Bxecutive Secrctary
(March) on a draft position paper about Agcncy
support of domestic police activities.

I. Group scssion (August) with recent
graduates of various OTR courses for mid-carecrists
and middle-managers.

J. Presentation of MAG functions and
activities to participants of the Mid-Career
Course, Advanced Intelligence Seminar, and the
Senior Seminar.

K. In addition, exploration of a
variety of other topics which did not result in
a formal paper, for example, the usc of '"work-
time sheets'" at NPIC, payroll administration
and related concerns of the Office of Finance, and
information handling and retrieval.
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7. MAG's more direct access to the DCI
and the Executive Secrectary of the Management
Committee this year has reinforced its members'
sensc of purpose in serving as an inter-directorate
sounding board on policy issues. MAG believes
that its increascd recognition and use by management
has served to spur productivity among its members.
MAG is constantly looking for ncw ways to enhance
its responsiveness to management's needs, and it
welcomes even greater demands on MAG's resources.

-10-
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14 June 1972

MEMORANDUM FOR: Executive Director-Comptroller

SUBJECT: Appointments to the Management Advisory Group

1. The Management Advisory Group has given some thought
in recent months to such problems as lack of awareness of MAG's
existence; attendance at MAG meetings; ability of MAG members
to follow through on assigned projects:; and greater involvo-
ment in and use of MAG at the Directorate and Office level.

The question of selection of MAG representatives appears to

us directly related to these problems. More careful and pre-
cise selection procedures could help to ensure that those
chosen want to serve, are fully aware of and capable of decal-
ing with the responsibilities involved, and are willing and
able both to adjust their reqular working schedules on occasion
and to spend whatecver extra time is needed. Moreover, a re-
vision of procedures could ensure that the decision involves
more than a few people in the front office of the Dircctorates
and that more people become aware of MAG's functions.

2. MAG beliacves that management also could bencfit by
careful selection of appointees. If those serving are fully
. qualified in every way, then they could more effectively ful-
fill the advisory and communication role for which MAG was
created. Moreover, because MAG offers a unique form of
executive training with exposure to "Agency capabilities,
problems, limitations, and dynamics," management could use
its MAG choices as part of an overall career development
plan for promising officers.

3. MAG therefore recommends that each Directorate reo-

examine its selection procedures and consider alternative
methods. MAG would like to see all Directorates use a

Administrative
{CIA Internal Use Only)
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system which involves various components below the Dircctorate
level in the selection process and which encourages interested
individuals to apply for a position on MAG. More precisely,
MAG recommends that various Staffs and Offices submit yearly
to the front offices of their respective Directorates a list
of names from which MAG appointments for that Directorate
would be chosen. Names could be added yearly to that list and
deletions made when necessary. Special carc should be taken
to ensure that candidates are interested, available and quali-
fied to carry out MAG's responsibilities. The final choice
would be made by the individual Directorates. Those choscn
should be between 30 and 45 years of age; in grades 12-16;
should possess a recent pattern of Fitness Reports of at lecast
Strong; and should have had the Midcarcer Course or intcrest
and experience in Agency-wide issues and activities. It would
be prcferable if appointees in cach Directorate represented
different age and grade categories.

4. To ensurc that all interested individuals arc con-
sidered, Offices and Staffs should institute a procedure usecd
very successfully by NPIC in making appointments to its Train=-
ing Selection Panel and Carcer Service Board. NPIC regularly
circulates memoranda inviting employees who are intercsted in
serving in either capacity to apply. The memoranda contain
guidelines and list duties. A sample of a possiblc memorandum
which could be circulatcd on MAG is attachcd. Thosc who apply
would be considered along with any other candidates the Office
deemed suitable.

5. MAG has been fortunate, for the most part, in having
members who have met the criteria of interest, availability
and suitability. The present system is haphazard, however,
and a change in the selection process could help to ensurc
that MAG remains an effective instrument.

MANAGEMENT ADVISORY GROUP

ATTACIMENT
Sample Memorandum

Administrative
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22 June 1972

MEMORANDUM FOR: Executive Director-Comptroller

SUBJECT ¢ Recommendations Regarding the "FYI - Allepations
and Answers' Series

1. The purpose of thids series, as stated in the memorandum
accompanying the first issue, 1s to provide Agency cmployces
background information on publicized CIA activities, as warranted,
to enable them to counter defamatory statements in their official
and social conversations.

2. 1In our view, the issues to date share the following
deficiencies:

A. They are likely to be misconstrued as attempts to
provide Internal clarification regarding the publicized
activities. To the extent that they are so interprected, they
are poorly receilved by our professionals as they represent
Incomplete and sometimes misleading explanations.

B. As informative material meant for our non-Agency
assoclates, they are generally too superficial to be useful.
While our outslde acqualntances are presumably less knowledpeable
on these subjects than we are, those likely to ask questions
are ugually sophisticated people.

3. 1In the past, when challenped, the Apency has pursued a "no-
comment" stand, both internally and externally. We endorsc this as
an appropriate policy in most instances. Ve do not feecl that

""answers" to allegatlons should be provided our cmployees for use
in convergations with outsiders. In some cases, however, 1t might
be worthwhile to 1ssue "FYI - Allegations and Facts" memoranda in
place of the present series. The "Facts' section (in contrast to
the current "Answers' section) would level, insofar as possible,
with selected reciplents within the Agency, and would be for their
Information only.

4. 1If time allows, MAG would be willinp, and indeced would
~appreciate, the opportunity to serve as a soundinp board for further
issuances in this, or the proposed, series prior to distribution.

Adninigtrative
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A

3. We belleve that continued experimentation in internal
‘comnunication ig worthwhile. This should include purposeful verbal
clarification of controversial matters - to be passed down the chain
of command ag considered appropriate at each level,

MANAGEMENT ADVISORY GROUP

-9
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7 September 197

MEMORANDUM FOR: Executive Director-Comptroller

SUBJECT : Possible Breaches of Trust by Members
of the Credit Union Board

1. Several persons have called MAG's attention to some apparent
dissatisfaction among members of the Northwest Federal Credit Union
with the manner in which the credit union's Board of Directors is
conducting credit union business. The allegations presented to MAG
are most disturbing and, if true, raise scrious questions conccrning
the capabilities and intentions of the members of the Board who hold
positions of trust.

2. Specific allegations are:

(2) The Board is more interested in perpetuating
its individual members in office than in managing credit
union affairs, i.e., the tenurc of a Board member was -
recently raised from two to three years by Board action;

(b) In the same vein, members of the Board have
cxpressed their desire to limit the number of members
who can vote at Board elections and on credit union
resolutions and have consistently opposed any change
which would permit voting by ballot rather than voting
by those few members who can squeeze into the annual

“meetine in the auditorium;

Administrative
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(c) Members of the Board have also opposed
permitting more than onc name per Board vacancy
to be -presented to the members at election time;

(d) The Board has recently passed measures
which make it more difficult for an individual member
to bring a resolution before the general membership;

(e) The Board has failed to act on previous reso-
lutions adopted by the membership, particularly one
adopted at the most recent annual meeting, 7 March 1972;

(f) The Board recently hired a Treasurer, paid at
the GS-14 level; which Treasurcr had been serving and
presumably doing the same duties at no pay for a number
of years just prior to his retirement from the Agency.

3. MAG believes that if these allegations have substance, Board
members are at least guilty of "crony-ism'" and, in fact, may have breached
the trust of the positions they hold.

4. On its own knowledge, MAG is awarc that Agency management
has treated the credit union as an adjunct of the Office of Personnel.
Reportedly, senior officials have, on occasion, directed the credit union
to do things without regard to the dictates of the laws, regulations, charter
and by-laws which govern it. The credit union is a legal entlty, scparate
and apart from the Agency and should be treated as such.

5. MAG fcels that it does not have the jurisdiction or capability to
make further investigations upon its own and will take no further action with
respect to the matter presented herein. However, MAG recommends that
you look into the allegations and would suggest that cither you or your
designece examine both the official and verbatim minutes of all Board mecetings
since the annual meeting in March 1972. Dual sets are known to exist.

MANAGEMENT ADVISORY GROUP
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10 October 1972

MEMORANDUM FOR: Executive Director/Comptroller

SUBJECT Dissemination of Information

1. As MAG made clear in an earlier memorandum on the
Allegations and Answers series, we believe that continued
experimentation in internal communications is worthwhile.

In general, MAG believes that the various efforts to pass
information down from the top are worthwhile and have been
well-received, particularly by offices and staffs somewhat
isolated from the mainstream. There is an articulate minor-
ity, however, which views many of the notices and bulletins
with a degree of skepticism and sees them as vehicles to
propagate an Agency "line." This adversa reaction by some
of our professionals, coupled with a certain uneasiness on
our part about some of the recent releases, prompted MAG t-
re-examine the whole issue. We recognize that any singlc
information vehicle, no matter how carcfully designed, would
probably be criticized by some. Nonetheless, MAG feels that
a compronmise can be achieved which could make such communi-
cations acceptable and useful to a larger numbar in the
Agency.

2. Toward this end, MAG recommends:

A. That all information efforts (employee bulletins,
notices, "Allegations and Ansvers," and the like) which con-
tain factual information on controversial issues (drugs,
assassinations, ITT and Chile, the Marchetti case and so forth)
should be issued from one central point regardless of which
office originates and drafts them. The sawma format, whether
a noticc or bulletin or whatever, should be used in all casaes.

B. That one central coordinating point should be
established (preferably the Office of the Executive Dircctor/
Comptroller) where all drafts are examined and reviewed before
publication. The Executive Director should sign off on all
notices to give a sense of continuity.

ADMINISTRATIVE
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C. That a statement of purpose should in every case
be included under the title. The statement would make clear
whether the information was intended for internal use only,

for selective use outside the Agency, or for any other purpose.

D. That the information should be presented in as
straightforward a fashion as possible (somewhat like the CIB).
The notices should contain as much background and current
factual material as security considerations permit and, when
possible, should delve more deeply into a subject, Of the
notices issued thus far, the ones on the Marchetti case best
met the above criteria. If only superficial and ambiguous
treatment can be given a topic, then it should not be issued.

3. MAG again offers its services, if time permits, to

serve as a sounding board for further issuances prior to-
distribution.

MANAGEMENT ADVISORY GROUP

-
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11 October 197>

MEMORANDUM FOR: Executive Director/Comptroller

SUBJECT : Improving the Role of Training
in Personnel Management

L. MAG believes that training is a key tool in preparing
Agency personnel both for their immediate responsibilities and
for their long~term career goals. At the present time, we
think that management is not effectively utilizing that tool.
Without a basic and continuing commitment to training on the
part of management, the Agency's training programs will inovit-—
ably fall short of their objectives. We question whether thore
is such a commitment amongst management within the Agoency today
Our concern stems from a belief that the Agency is specifically
remiss in the following:

»

A. fully utilizing programs available through
Agency and other U.S. Government facilit.cs

B. encouraging a continuing dialogue between
components and the Office of Training to facilitatc
the development of new courses or the refincment of
current programs

C. developing plans and allocating resources for
training as an integral part of personnel management
and carecer development

D. exploring new training requirements in opera-
tional, analytical and managerial areas evolving from
changing Agency missions and the inpact of "the
computer and systems revolution." The latter has
created urgent needs for broader understanding of. the
applications of svstems analysis and evaluation,
program review, opportunities for multidiscipline
team applications, and so forth.

i MAG therefore recommends fundamental changes in the
concept of "training officoer," management's rolc at all levelis,
and the role of the Office of Training (OTR).

ADMINISTRANTIVE
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1I. ‘“The Role of the Training Officer

The training officer (TO), who must be aware botn ot
onerational neads and training programs available, is thoe con-
tinuing 1ink between the various components and OTR. Frequently,
however, a component personnel or support officer has "training"
added to his other responsibilities and thus has little time to
devate to the immediate and developmental needs of component
personnel. A survey of component training officers in 19468 pro-
Guced the- following profile (based on a gquestionnaire sent to 47
TOs, with 44 responding) :

The average TO is a male GS-13 with over ten years
Agency service, and is in his forties. He spends 25% or less
oFf his time in training duties. Graces ranged from GS-08 to
GS-15 (currently there is one GS5-07 TO). Time on board extended
from only eight months to over twenty years. The duration of
their TO "training" is an annual one-day briefing given by OTR.

RECOMMENDATIONS:

A. The directorate (senior) training officer should
be an OTR carcerist —- a practice followed in the past.
e should be slotted in an administrative staff position
and directly involved in personnel management and carcer
development planning. He should meet regularly with -~11
training officers in his directorate. Hh= should take the
TO training course outlined in D,

B. Component TOs should also be slotted at the ad-
ministrative staff level, including those wio havae the
TO designation as a collateral responsibilitcy. Trom
that vantage point, the TOs could survey the iwmmediate
and developmental needs of the component generally and
could effectively contribute to plans for relating
training to personnel management and developmental
planning procedures. In recognition of the fact that
most non-routine training requests arise at the employce
and first-line supervisory levels, the TOs should be in
a position to know both the advantages to be gained and
the exigencies of policy and funding governing subse-
quent action.

C. T0s should be encouraged actively to fullill
their training role, even when this is a collateral omne.
Similarly, management should ensure that they have suf-
ficient time to so act. In some cases, an OTR careerist
should be assigned to compornent TO slots. 2ll TOs --
senior and component —- should be required to take the
training program outlined below.
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D. 'The training program, to be developed by OTR,
should include orientation to:

1. OTR organization and coursces

2. courses available in other U.S. Governmenc
facilities

3. OTR resources for providing factual and
evaluative data on non-Agency Courses

4, OTR resources for lecture and course
development and review, instructor training, OTR
suppoxt for component training, and so forth

5. principles of course development and
evaluation

6. development of component training policies

E. Regular meetings -- at least quarterly —- should
be held by supervisors and component TOs in each directorate
with appropriate OTR personnel.

IIT. Management Role

Management has been inconsistent and ambivalent in its
attitude towards training as an integral par: of develoning cf-
foctive officers. A case in point is the Intelligence and Vorld
Affairs course, required for all new professionals within thelixr
first eighteen months in the Agency. Despite this statutory
requirement, only avout 50% of Agency professionals are ever
enrolled, and many take the course after several vears on board.
pudgetary restrictions have prevented profcssionals from ro-
ceiving needed and valuable cxternal training -- restrictions
that more cffective planning may have averted. Imaginative
training policies have been developad by CRS and OL and should
be explored in terms of broader applicability.

RECOMMENDATIONS:

A. Mandatory component training policies should be
cstablished. These policies should include: realistic
assessments of the kinds of training recommencded and
courses avallable for all personnel as they progress
upward; consideration of rotational assignments and

. academic sabbaticals; TDY familiarization trips whetre
applicable; budgetary considerations. The policies
should be coordinated with the senior TO and OTR. They
must be flexible, and should be reviewed annually by the
component supervisors and TOs. The results of this re-—
view, particularly recommendations for Ffurther action,

-3
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should be forwarded to the approprilate Deputy Director
and the DTR.

B. Implementation of the recommendations on selection,
utilization, and training of TOs.

C. Supervisors, in conjunction with component T10s,
should be specifically charged with disseminating informa-
tion on training opportunities on a regular basis.

Iv. OTR's Role

The ability of OTR to respond to Agency nzeds depends
upon effective communications between that office and users
This brings us full-circle -~ back to the training officer.
The newly-instituted Board of Visitors hopefully will scrve as
a bridge, critically assessing component needs and OTR's capa-
bilities. But the Board cannot replace the working-level con-
tacts between components and the appropriate elements of OTR
for developing critical inputs into improving the role of
training in personnel management and, indeed, overall Agency
effectiveness. )

RECOMMENDATIONS:
A. develop the TO training course outline

B. expand the present cavacity for ccurse and
curriculum development and evaluation. OTR can play
a greater role in improving component training, in-
cluding support for the developuent of courses in col-
laboration with outside contractors.

C. expand the dialogue with componant chiefs and
TOs to keep abreast of changing Agency training neads.
Component training policies should surface now neads,
and OTR must be flexible and innovative in responding.
One recent positive example was OTR's role in designing
the one-day seminar on "New Directions in CIA's Support
of U.S. International Economic Policy."

D. use of regulatorv power and responsibility con-
tained in| wvhich give OTR STAT
the right to sign off on Agency training expenditurcs.

Resort to these powers should encourage components to under-
take careful study of training as it relates to immediate
and long-range needs for personnel management and career
development. The DIR's position as Chairman of the Training
Sclection Board, responsible directly to the Ixecutive '
Director/Comptroller, cerables him to encourage utilization
of senior-level external training oprortunities as part of

—
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an overall development plan rather than as a temporary
and convenient means of disposing of unwanted senior

officers.

E. maximum exploitation of OTR's control of the
Information Sciences Center to educate appropriate ele-~
ments of the Agency in the diverse applications of infor-
mation science and computer technology.

MANAGEMENT ADVISORY GROUP

e
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8 December 1972

MEMORANDUM FOR: Executive Director-Comptroller

SUBJECT : Assignment of Co-op Students and
Summer Interns to the Audit Staff

1. It has been called to MAG's attention that Co-op Students
and/or Summer Interns have been assigned to the Audit Staff. It
is alleged that these employees (students) have been assigned to
audit field stations and bases,

2. If the allegation is true, MAG {finds it very disturbing
that employeccs who may have only a brief relationship with the
Agency are exposed to the sensitive information which an audit
reveals. We realize that many of these employees opt for regular
employment, but they are under no obligation to do so,

3. MAG believes the allegation is serious enough to warrant

our calling it to your attention for possible investigation. We
plan no additional action.

Management Advisory Group

] h;rsu'r.""-\q

H!‘ s
ANH\MJ“\J f ’i'. .'f
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MEMORANDUM FOR: Iuacutive Director/Comptroller

SUBJECT: Useful Yolicies and Proccdures

Too often, MAG appears to concentrate only on problem areas,
neglecting successes. The attached paper is offered as a first cut
at a compilation of wvhat policies and procedures not only work, but
work well. The paper has already stimulated the collection of addi-

tional material for a sequel to this paper, and contributions fronm

outside MAG will be gratefully received.

Management Advisory Group
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MEMORANDUM FOR:  Exccutive Director/Comnplroller

SUBJECT - :  Policies and Procedures in Separatec Componcats
Applicable Elsewhe ere

1. A by-product of discussions at recent MAG mectings has been a
growing belief that various procedures and policies are being utilized in
some parts of the Agency which might have applicability in other com-
ponents. As the subject was explored, it, indeed, became clear that there
werc many instances of apparently worthwhile procedures in use which could
prove advantageous if adopted by other offices. It was agreed, however,
that these policies did not have universal applicability throughout all of the
Agency. MAG, therefore, undertook the compilation of the following listing
of those more practical procedures which might be of interest. For your
convenicnce, the independent contributions have been collated under the
general categories of orientation, comiunications, personnel planning and
development, evaluation, and uiilization of junior officers.

2. Orientation. As described below, all new employees receive over-
all orientation regaerding the Agency carly in their carcers, but seldoa is it
followed by systematic review and reorientation cfforts.

AL Agrenc_y The Office of Personnel, Staff Personnel Division ,
conducts an EOD orientation to introduce new employees to the Agency .
The orientation program is designed to acquaint newcomers with the basic
benefits, privileges, and responsibililies of Agency cmployces. Awmene
the topics included in the ovientation are Agency or <-fan1/a‘mn, trial periods,
fitness repovis, leave, promotions, insuraace, the BEAA, and the Crodit
Union. To supplement this orientation, ecach new e mlo"ct is given a ccmy

of You and the Central Intellicence Agency. In addition, the Office of Sccuyr ity
shows the Nead to Know film, and the Office of Training offers the latellisence

and World Afizirs course carly on in the ciuployec's careze.

“} 5(} )k)
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D, Coianenant,  An omeeption o the guncral rule of lTack of oW low-
dmg Tounmd in the Office of Special Projects (050), DBEIT. Q8w

: @ interview propram with new employess six mouths ead

rear after they BEOD. These confercaces betweon the employoee and a Der-
sonnel Officer address the cmployee's job, his carcor, and ihe Apency. Thoey

col
appear to be an ef:’ochvv two way exchenge of information and views and a chance
to correct crroncous impressions which may have developed.  The Personnel
Officer obtains the on ployoe s views ot his job, working condiilons, and how
well or poorly he believes that he is being meaaaged. While the latter probably
tends to focus on personelities, it is an opportuanity for the personnel people
to identify possible incipient management problems. The cmnployee is
spccifically encouraged to compave his job with his prior expectations and to
discuss his carcer plan. A further aspect of the conferences is a discussion
of the promotlion policy within OSP and the Agency. In most cases, the em-
ployce is iold of the hcad room constraint on promoiions. He is also ield about
the carcer board/pancl operation within the Office. The {inal poriion of the
conference centers on the Ageney mission in an attempt to casuve that the
employece understands it and where his Office and he, hiwmseld, fits,
3. Communications. In loomnb into this vital area (the subject ¢ an
carlier MAG momorandum), scveral specilic examples of current practices
were noted as well as a sugrestion for a new vehicle.

A. Office Management Counferences. Some officas, such as O8],
O5R, and CRS, hold Ofiice Manargement Confcrences to cncoureze a

greater
flow of information. The Conflcrences have most {reoquently been onc to theeao
day sessions held away from Headguarters wheve such issues as {raiving,
office communications, the status of clericals, fitness reports, cte. have been
discussed. Additionally, OSR holds 2n annual "State of OSR" mccting in the
Agency auditorium to apprise its cmployees of the past year's achicveincnts
and the prospect for the future.

B. FPromotion Policy Publications. OCL, in an cffort {0 acqurant

personnel with as clear a pictuve as possible on promotion policies, hos

[anE}
1

issued a momorandum for 2l cmaployees spelling out procedures {or premotion

through GS-15. The memo conteined information on what lovels of prowotion
wust pass through the Career Sevvice Boavd, the membership of the Doard,
how ofica it meets to consider promotivas at cach level, how it functions, and
who makes the {inal decision. Tt also coverced procedure
not covered by the Doard and OCI standavds for mintmum time in cach orade.
OZ1 putl out a similay memorvendura on guidelines for granting:

INCYenses.,

for thosc promotions

quatity slep
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Jaade available fo =1 CF officers to cnsure that they know whal-is requived to
{

ol eriteria for each groade level. These precepts eve
aqualily for pru::w‘.eon. Due to head voora and other administrative {octors, the
C5PS worlks oul the mintweuta time in grade needed to qualify for promotion fov
cach grada level, and the files of qualified ofiicers ave veviewed by the ap-
propriate panel for cach category of oificer.

D. Office Newsletter, The DDI currently producaes an aperiodic
newsletter for its overseas representatives to keep them informed repardiag
developments within the DDI. No other component is known to have such a
publicatioh ; but it is believed that in certain cases it could be very worthwhile
as a means of keeping employees informed. It could serve as a vehicle {or
such subjects as promotion and QSI policies, job changes or availability, and
significant developments and accomplishments within and by the office concerned.

4. Personnel Planning and Development. Although the Persounel Develop-
ment Program has been submitted by the Office of Personnel, the following ‘
practices are listed to show procedures now in usc within the Agency.

A. Career Develonment. To give its personnel some idea of the
possibilities for carcer development and to regularize procedures, OCI has put
out scveral memoranda in the past year on these subjects. One listed all the
possibilities for rotational assignments, giving the general guidelines for
sclecting candidates and other details, Another furnizhed stafistics on thosc
in the Office who had in a certain time frame been promoted, had a change of
assignment, had a major training opportunity, or had a foreign TDY. ‘The memo
also set up a new committea to deal with career development divected specifically
at officers in the GS-12-15 level. The comspittee will atiempt to schedule an
officer's assignment three years in advance and to moke recommendalions in
most arcas of career development.

B. Component Training Policies. The Office of Logistics (OL) and
the CRS have prepaved "component training policies" for theiv persoanel. The
OL cffort is the more sophisticated but both offer promise in developing an in-
telligent and flexible tie between training and both component nueds and
personnel caveer developmeant,

C. Intra-Ofiice Rotation. Intra~-office or directorate rolations have
been commonplace, but olton withoul any sensc of palternt that can boe proven

to advance cither once's overall uselulness to the Agency o his caveer develop
ment, A key clemeant has {requently been a lack of @ systemntic appronch fo

such rotations. OSR appaveantly is cn office which has overcome this problew.,

N,
-
o
.
.
<3
o
s-

sts and branch chicfs, with some exceptions, are roteted within 0570 oo

systematic bagis. The objeciive is {o expand their underntnnding of

Office missicn as well as-thele own exportise.
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. Assignment Queslionneives. Several olitces wiinin the Agency

utilize assipnment questionnaires in an at cmpt to take into consideration the
employce's desire for his future within the framework of availability of jobs.

The CS has ils Field Reassignment Questionnairve and leadqguarters Reassignment
Questionnaire, the OLIlCt.. of Sccurity has its Individual Carecer Assiginment
Preference form, and OCI has its Employce Biennial Assignment Report. Un-
fortunately, many employees view the comnpletion of these forms as a sterile
excrcise which will have liitle if anything to do with their future assignment.
They are, however, a step in the right direction if they are properly utilized

and could well be employed in other offices.

5. Evaluation. A continuing problem facing all parts of the Agency is
that of obtaining honest, objective evaluations of the performance of Agency
employees. This subject was addressed in some detail in MAG's memorandum on
Fitness Reports, and it is hoped that the forthcoming Office of Personnel recom-
mendations for a revised Fitncss Report system will help to alleviate previous

deficiencies. The following procedures are currently in effect in an effort to
ensure better evaluations and understanding of the evaluation system.

A. Fitness Report Explanation. When the Agency announced cer-

tain changes in the overall fitness report system in 1969, OCI -~ to give its
personnel a clearer understanding of the rating process -- put out its own maemo

explaining how the OCI Carcer Service Roard would interpret the system. Bx-
planations were given as to preciscly what assignment to cach caiegory meant,

It was made clear that a majority of the personnel would f2ll into the proficient
category, which was bro <en into three categories itsclf.

assic
Service offictals in connection with their responsibilitics for evaluating the
performance and potential of Carcer Provisional employees, the placement i
officers in the Office of Personnel, Staff Personnel Division, review the fitacss
reports of all Career Provisional employces. Additionally, they personally

B. Follow-up Interviews. In order to assist operaling and Coveex

discuss pevlormance, work attitudes, and caveer intercsts with those Carcor
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Provisinial emnleyees who we aveilablce fov lnterview cach yoar ;*:‘;(i, a5
F’.")pl‘f}f)l'ia‘-'!.‘. with the suparvisory and Corveer Servicee olficials concerned.
Undeor the now Caroor Scleciion Process, Carcer Provisioaal (:-ml";)oy\_:e:; ave
screcencd at the time Fitness Reports ave prepaved al ‘nine, twenty-onc, and
thirty wmontn interveals,

C. Clandeosline Services Personnel Panels., The CS Personnel

Evaluation System provides for an annual review by a CS pancel of e [iles

of all personnel within a grade level. The panel, after reviewing «Ul ofticers’
files, ranks them. Arca divisions and componenis carry out the sane type of
review and rankings separately end report their {indings to the C5P5. Great
care is taken lo ensure that panel nwmbern do not serve as division er com-
ponent representatives; they ave working for the DDP and guard theiv inde-
pendence from their parent units. The panels determine those officers who
are fully qualified for promotion and so recommend. They walso recommend
awards, QSI's, training, ctc. At the other end of the spectrum, they also
determine the lowest ranking officers, particularly the bottom 5%, and send
the DDP their conclusions and recommendations. The System has been suc-
cessful in introducing a CS-wide competition based on established and accepted
criteria. Itis oversecen by representatives of all CS clements so as to cnsure
varying points of professional views. While there are flaws in the System, it
is producing better fitness reports and greater confidence on the part ot Co
personnel in the promotion and evaluation systcem.

6. Utilization of Junior Officers. The following examples show case
where offices have bic ought Junior Officers into the management choin,

A. NPIC. Each ycar, NPIC circulates two memoranda to all por-
sonnel inviting young officcrs (from ages 25-35 and from GS 9-12) to indicate
their interest in scrving either as Executive Secrctary of the Training
Selection Panel or as Execulive Sccretary of the IP Carcer Scervice Poard. In
the memos, guidelines for the selection are listed, dutics are explained, and
the nominating procedures are spelled out.

B. OSI. OS5I has a "junior" Contract Revicw I‘mard including the
Execcutive Officer and the Assistant Executive Officey. advises OSI personnel

submitting contracts as {o format, justification, presentatmn, ele. before a
contract gocs into the burcaucratic mill.

C. OLL. Wilh a substantial number of personnel involved in
worldwide ficld opevations, OLL had a continuing problem, in that the offics
dircctors and division chicels did not know raany of the younoer staff member:

- 5 -
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Promotion and oilor careor cciions were obviously dificult <rhen based e
cowpariaeng of persommnel [olders —- in many cases on personncl who had

,
,
nover served a Heas

lovariers tour.  To meat this preblewm, the Junior Advizory
Panel was created with inembers drawn from the GS 11-13 range with o maxiimuana
age of 35, The cight member panel veviews all professional stafi cmployces
(excluding seccrctaries) of GS 10 or lower rank regarding promotions, reassign-
ments, and training. The panel's recommendations are forwarded to the Cavcer
Scrvice Panel for its monthly meelings. To date, a great majority of the vecom-
mendations have been approved without modification ~-- a strong vote of con-
fidence in the group.

Management Advisory Group

SECRET
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HEMORANDUM YOR: [Exccutive Director - Comptroller TR

SUBJECT ¢ Program for the Prevention and Treatment of A.co“olxv‘
h . , STAT
1. Reference is made to Headquarters Notice dated 21 March

1972, subject as above, a copy of which is atts ched. .

2. This Notice, which is based upon public lew, statcs managcmcnt'sJ
concern with the preventlon and treatment of alcoholism amoug Agency
employees, agsigns responsibility- for educatlng and counseling exmploycaes
on the problems of alcoholism, end tasks first-line supervisors wili
developing the ability to identify the early signs OL alcoholisn emong
euployecs.

3. WNational averages indicate that ten percent of the population and
over three percent of the labor force suffer from alcoholism. Even though
the MAG has not attempted a quantitative esgsessment of the extent of the
problem, 1f nationzl averages arc relied upoa the Agency as an institution
has an alcoholicm problem. Beczuse of peculiar job-related pressuroes ond
condltions, the Agency's problem may exceed the national everage. Thrce
facets of the problen ewerpge which dictate that mauagement should concorn
dtgelf with alcoliolism in the Apgency: (1) the Agency stands to losc
valuable human resources which might otherwise be szlveagable through an
effective rchabilitation progrem; (2) a substantial number of wman-days
arce lost each year due to absenteeisn, accidents and sub-par performance
attributable to alcoholiem; (3) failure to recognize and treat the alcoholic
employee has a debilitating effect upon the morale of other employees.

A significant amount of effort has been directed toward educating Ageacy
employees about the threat of drug abuse. 'A cimilar effort directed: ~“-thc .
problem of alcoholism end alcohol abuse has becn lacking, even though

‘alcoholism realistlcally represents a more serious problen {rom a pcksonnLT

or securlty standpoint.

4. There is no disagreement among the MAG members with the policy
ennuclated in the Headquarters Notice oan alcoholism. Kowever, it is felt
that dnsufficient effort has been expended in LWUlCEGWL¢n? that policy.

‘ThchLOIC, the MAG recommends the following:

a. The Headquarters kKotice, which expires on 1 Aprll 1973, shkoulid

AD'II’ITS”‘I‘.A PIVE — INVEMIAT Usw mwy
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be reiseued with broader distribution and should be suppleamented by
an Employce Bulletin to reach a greater number of employees. The
Dulletin should emphasize that alcoholism ic an 1llnecs and thuat
enployces who seek help in coping with the problem should not fezw
job repricals.

c. A program of emplpyee educztion should be inctituted.  Tihc
propran ghould be directed toward informing employees a&s to the zature
of alcoholism and the cost to the Agency as well o5 the individual.
‘There are fourteen films availabls through the Central Reference
Service, although some of these films are dated. Additional nztericl
in the form of films, pamphlets and other Ilterature is availablie
from the National Institutd on Alcohol Abuse and Alcoholism, Alcoliclics
Anonymous, Insurance firms and othex organizations.

d. Since supervisora sre charged with definite responsibilities
under the Agnecy & pollcy of treating and preventiag alcoholusn, they
should be equipped to discharge those resgow ibilities. Bey nniag
this month, a one and a half hour presentatlon on alcoholis:. has
been Included in the OTR Fundamentals of Supervicilon end HNanagement
Course. A presentatlion for current supervisors wio will not attena
the FSM Course should also be arranged.

e. An employee with a drinking problem may be reluctant to A
#nitially surface his problen directly with his own office or with the
0ffice of Medical Services, but may still desire help. It is recom-
mended that the Agency provide enother less officiscl channel for
advice and counscling, utilizing competent steff employess who have
had experience in dealing with alecholism and who are willilng to pro=
vide such assistance. The identlty of these exployees need not be
publicized 'but a central point can be established to provide the
homc and office tcleph one numbers of such persons to be contacted st
times of 'vrisis' after hours. The thought is that an emplovec
may be wmore inclined to contact an understanding fellew ecmpleoyee to
seelk help rather than contacting someone outside the Agency, which
poses some inherent security problens.

f. Congideration should be given to utilizing external training
facilities such as that supported by the National Instiltutce on /’conuI

\
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Abuse and Alccholism at The John Mopkins Scheool of Public Henlth aud
Hygicne. One course offered at the school, "Training of Alcohollic
Counselors", lasts ten weeks and might be approprizte for a select
few employees who have primary counseling responsibilities or viio are
involved in developing an Agency program.

Manapement Advisory Giroup

S - STAT
Attachiment: Headquarters lNotilce 7
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MEMORANDUM TO: Exccutive Seccretary, CJA Management
Committce

SUBJECT : Employce Bulletin on RIF and Assumcd
Reorganization

In the interest of good management and the suppor-

ting factors of good communication, sensitivity to human

needs, maintcnance of esprit, and the efficiency of the
Agency, MAG strongly recommends the prompt issuance of
an Employee Bulletin oﬁ the current RIF and the assumed
reorganization. Newspapers and the rumormill are the

major sourccs of information currently avai¥gblc to all

employces.

r "

MAG reccommends that the fol{yoing topics be inclu-
ded:
1. Purpose of RIF
2. The availability of appeal channels.
3. Quotas
4. That this is (or is not) Phase I of a three-
phase RIF

5. Purpose and scope of the assumed reorganiza-
tion and any available information on its timing.

MAG suggests that such a Bulletin be written in as

factual, dispassionate, and candid a manner as possible,

giving as many facts as possible (including the fact

Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6
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that many decisions have not yct been made). We are

not suggesting that the truth be sugar-coated. A

defecnsive tone in such a Bulletin probably would cxacer-
batc the situation.

If it is not possible to issue such a Bulletin to

H
H

all employces, MAG recommends as an alternative that

Directorate Notices be published covering as many of

the above points as possible.

MAG offers its assistance in reviewing such a
‘

Bullctin if you so desire.

-
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7 May 1973

MEMORANDUM FOR: Exccutive Secretary
CIA Management Committee

FROM : Management Advisory Group

~

SUBJECT : Career Services: Need for Change

1. The Agency's Carcer Services require an overhauling,
both in concept and in number. The following paragraphs lay out a
number of changes in the present Agency Carcer Services. At a time
when the Agency is in a state of reassessing and perfecting its policies
and procedures, it would seecm particularly advantagecous for top
level management to consider major alterations in the Carcer Servi cs.

i

O NUMBER
'

2. The first consideration is the number of Carenr Services.,
Currently, there are 23: DDO-1, DDI-10, DDME&S-8, DDS&'T-1, and
DCI-3. The number of Carecr Services sllouﬁlﬂﬂ‘pp‘i‘nﬂr]ljfle‘(ligwl’j"\_:g, one
for each Directorate, and one in the Office of the DGT to administer all
Supergrade positions as well as the Director's Staffs. This would male
the DD's directly responsible for Carcer Services and facilitate the
administration of the Personnel Development Prograrm. The two must

work hand in hand if either is to be effective.

3. Thus far, Carcer Services have existed targely to serve their
own neceds; they have done poorly in identifying talent which could be
better utilized by the Apency in higher management jobs. Fewer
Carcer Services would offer a broader base from which to make personnel
sclections, minimizing the hoarding of frood employees by small com-
ponents to the detriment of the total organization. As a result, the-Apgcency
would be in a better position to get the right man in the right job at the
right time.
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PURPOSE

4, The sccond consideration is the purposc of Career Services.
IR as currently written subordinates Agency needs to Carcer STAT

Service needs., The regulation should be changed to reflect that

Carcer Services exist to fulfill the personnel requirements of the

Agency rather than a particular Career Service. MAG recommends that
HR| be changed to read STAT

"improving and strengthening personncl administration
within that Career Scrvice so as to better serve the
"

and

personnel requirements of the Apgency;

"planning the rotation and reassignment of such individuals

to enable that Carcer Scrvice to meet long range personnel

requirements of the Agency through orderly processes. '

5. The need for functional categories will still exist under a stream-
lined system, but the present categories are not necessarily the best ones.

TFor example, is the Reports Officer in the DDO significantly diffcrent
from the OER or OCI analyst or would the Agency's needs be served
better by having a single Intelligence Officer - Reports category?

Could our clerical shortage be reduced - or eliminated - if all clericals
were in one category under one Carccr Service where they could be
assigned to best mect Agency needs rather than the needs of a particular
Carecer Service? Agcncy-wide functional groups should be established

within the Dircctorate. having major responsibility for the particular
function. JFor example, the clerical group could be established in DD/MES.
That Carecr Service would then have the responsibility for the sclection,

training, assighment, promotion and rotation of all clericals.

6. The Agency has overall personnel nceds which should be given
priority over the needs of any specific Career Service whether 5 or
23 in number.  Wherc the exclusiveness of a Career Scrvice impedes
the fulfillment of broader Agency needs, the Career Service must be
invaded. A partial solution, which blends the advantages of specializa-
tion with the necd to develop broad competence is to consider all senior
manapers in an Apency-wide frame-work and only sccondarily as

MRS TRV s oy
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members of a Carcer Service. To make this approach effecctive, that
is, to produce broadly experienced senior managers, would require
a large incrcasc in the number of rotational assignments, using them as

0

both a test of and a means of developing an individual's competence,
breadth and flexibility. But the present Carcer Scrvices systein has
emphasized and rewarded the development df narrow skills to meet
relatively narrow nceds, and rotational assignments have becen viewed
with indifference, if not hostility. .

7. In addressing the question of carcer mobility, it is not simply
the opportunity for an individual to move between Carcer Services, but
the opportunity for the person to move between disciplines or functional
specialtics as well. Although it should not be mandatory fov every
employee, rotation must be a part of the carcer plan of those who sbow
potential, As an employce moves upward to positions of increasing
responsibility there is a nced for him to acquirve cxpericnce oulside
his own area of u{perusc. Fewer Career Services would malke this
casicr by reducing the parochialism that exists under the prescnt system.
Employecs would be less reluctant to request assignments in other offices
since they would not be 'changing'' Carcer Service but merely trans-
ferring on a rotational assignment. The idea of changing Carcer Scrvice
seems to be a real deterrcent to transfers as such requests smack of
disloyalty to one's Career Service.

K

8. Rcduéing the number of Carecr Services, however, will not
automatically create instant mobility. The DDO has only one Carcer
Service at present, and while it scems to be working well in the area of
promotions, it has not substantially cascd the problems associated with
rotations. The "Home Base' concept which assigns individuals Lo
particular DDO Divisions for administrative purposes is just as restrictive
as if each Division werc a separate Carcer Service. But acceptance of
the concept of increased rotation and the need for the Personnel
Development Program should gradually alleviate this problem.

9. Regardless of the number of Carcer Services, there mmst be
Carcer counscling. In addition to the counseling programs in the Office
of Personnel, there should be a formal counscling system in cach Carcer

Scrvice. This would not be a duplication of c{fort since the Carcer
Scrvices would be concerncd with developing specific carcer plana., A

TRTHATIHC T per i
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few Career Services have counscling programs on paper but little is
done to carry out the plans. At best it is a haphazard endeavor. It
should not be left to chance that employees will scek guidance and help
when they nced it. This responsibility also requires that the Carcer
Service must have the courage to weed out weak employees carly on -
before the Agency has a major investment in them or they in the

Apency,

10. Iach Career Service should use the same basic evalus; ation

criteria. This does not mean t)mt thc Carcer Services should be a

carbon copy of one another - the basic criteria could be expanded to

mect the specific needs of the -individual Carcer Services. A capy

of the evaluation criteria should be given to each supervisor who writes
fitness reports so that the fithess reports could be more cﬂ”cchw\ly
utilized by the Career Service Pancls. Further, cach Carcer Servi-
should establish and make available to cach employee in the 4Car¢or

Scrvice the policies and proccchu es through which _the Carecr Scryv ce

opcrates,

-y
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9 May 1973

MEMORANDUM FOR: Exccutive Secretary, CIA Management Committee

FROM : Management Advisory Group (MAG)

SUBJECT

ve

Use of Part-Time Professional Employeces®

1. Conclusion: MAG recommends that top level Agency management
give positive support to the increased use of part—time professional
cmployees within CIA and direct operating components to review their
requirements to determine where such employees can be utilized.

2. No new Agency regulations would be required to increase the
use of part-time professionals within the Agency. But very few part-
time professionals are now employed by the Agency -— only ten as of
31 March 1973. (There also are some contract professionals, as well
as several student co-op employees, working part-time.) 1In general,
there appears to be a general lack of understanding about the benefits
to be gained from using part-time profecssionals. As a result, Agency
managers have not availed themselves of this opportunity to the extent
that seems desirable.

3. TFrom MAG's perspective, the advantages to the Agency in
utilizing part—~time professionals clearly outweigh the disadvantages.
Indeed, the disadvantages which have been identified (e.g., promotion
policies, iIntra~component inequitics, and administrative housckeeping)
appear trivial. Among the major benefits accruing to the Agency in
making greater use of part-time professionals are:

a. Retention of Skilled Employees: It takes an employece
several years to develop the skills needed to pérform his/her tasks

* Many of the comments in this memorandum also apply to the use of
part-time clerical employees as a possible eolution to a pergonnel
problem of inecreasing magnitude.

ADMINISTRATIVE - INTERWAL USE ONLY
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within the Agency. These skills are often lost whea the employee
can no longer work a full work-week, This is most often the case
with female employeces who feel compelled to devote some portion of
their time to family-related duties. Part-time employment allows
the Agency to continuce to avail itself of such cmployee's expertise
and makes it easier to re-integrate them into the Agency without a
degradation in their particular skills.

b. Better Allocation of Resources: Increased use of part-
time employees would force Agency managers to consider more seriously
just what functlons in their offices do not require full coverage.

In some cases, this review could lead to consolidation of tasks,
thereby freeing up slots and saving money. In other cases, onc may
find that a task can be handled on a part-time basls with no loss of
production or coverage. (In many cases the part-time professionals
currently employed by the Agency are as productive as full-time
employeces.)

¢. Greater Flexdlbility: Since part-time professionals
often —- but not necessarily excluslvely -- will be assigned to
lower prilority tasks, this will allow full-time professionals to be
glven more demanding assignments. Thus, younger officers would have
a chance earlier in their carcecers to demonstrate whether they werc
capable of greater responsibilities. This would also permit managc-
ment to gain a better imsight into the potential of younger officers
before the Agency had a major investment in thcir carecrs. A
corollary of this is that attrition among promising younger employees

might be less if they had more demanding assignments earlier in their
careers.

d. Carcer Benefits: Three major categories of employces
would benefit divectly. First, and probably most extensive, would
be female cmployees: a woman should not feel discarded simply becausc
she also has family responsibilities that are important. Second,
employees wishing to further their educatlon along lines of increasing

“their value to the Agency could fill part-time slots without being

forced cither to quit -- and often never return to -~ the Agency or
to subject themselves to the grueling grind of night school on top of
full-time employment. Third, some employees approaching retirement

ADMINISTRATIVE - INTERNAL USE ONLY
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(and running out of steam) might profltably combine part-time
cmployment with learning a second vocation. If done carcfully,
this would still allow the Agency to benefit from the skills of
such employees without having to carry them in full slots and
thereby cluttering up the personnel ladder. This approach might
also stlmulate larger numbers of employccs to retire sooner than
they would ordinarily do.

4, Clearly, not every office could make use of part-time
professionals. But there are many components that are Involved
in programs of long range research or '"low visibillity" which could
profit from the employment of part—time professionals. Offices

part—time professionals); parts of OER engaged in longer term pro-
jects; the NIS program, if it is continued; FBIS translations; the
Library; and analytical jobs in the DDI, DDS&T and DDO wherc there
are not short deadlines to meet. Moreover, under the new DDI
production guidelines, it appears that even such offices as 0CI
might be able to utilize part time professionals on those areas
where production is not’ wpected to be prollfic.

ADMINISTRATIVE — INTERNAL USE ONLY
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31 July 1972

}EMORANDUM FOR: Executive Director - Comptroller

‘SUBJECT : Revision of Fitness Report System

1. ‘fhroughout business and government, the fitness re-
port remains one of the more maligned vehicles of management
but also one of the more valuable tools available to managers
and employees. Any large organization--particularly one in
which there is a fair degree of mobility--must have a syston
which provides a written record of the employee's perrormance.
The Agency is too large to depend on personal acquaintance orx
knowledge of an employee when significant personnel dccisions
arc beinyg made. In its present form, the Agency fitness ro-
port is far superior to earlier vexsions and is reasonab ly
responsive to the needs of the Agency. Nonetheless, the
systemn needs additional refinements to make it a more rean-
ingful tool for both manager and employee. IAG pelicves that
any plan for revision should take into account the following
broad objectives.

2. One basic key to the success of the fitness report
is the attitude of the supervisor. If he regards it as a pro
forma exercise, the value of the report is diminished consider-
ahly and the system itself loses credibility. ns a first
objective, therefore, !IAG thinks that the supervisor's role
in the total procedure should be reviewed and that specific
steps should be taken to strengthen his ability to use the
systaom wisely and fairly. Specifically, IMAG recommends:

a. That every supervisor be given a written set of
instructions and gquidance on preparation of fit-
ness reports. If the system is in any way re-
vised, new instructions and/or oral briecfings
should be given.

ADMINISTRATIVE .
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b. That every supervisor be specifically rated by
letter (in the section on "gpecific buties”) on
how well he prepares and handles fitness reports
for those he supervises. Sanples of fitness re-

e ports could pernaps be included in his own
T - personnel file.

. 7. . "e., That OTR give some attention to fitness report
L7000 opjectives and procedures in management classes.
Lol . In particular, consideration should be given to
. . requiring all supervisors to attend the one day

7.0 s 7 .performance Appraisal Workshop run by OTR before
S " they prepare thelr first fitness reports. T

d. That -supervisors in a given office, division,

staff or component get together periodically to
discuss propblems, procedures and goals in re-
gard to fitness reports.

3. A second broad objective of revision should be to
involve the employee more intimately in the procedure. The
fitness report vitally affects his future and is the veh! :le
by which he sees concrete evidence of the esteem or lack
therecof accorded him by his supervisors. Yet, he may p- 1wy
only a limited--even perfunctory--role in this wvital process.
At present, the rater writes the fitness report (and nay or
may not discuss it in depth with the employee), the employee
signs it and the reviewer comments on it. The element of
genuine dialogue is all too often missing, and the supervisor
loses a unique opportunity for counseling and guiding. Further,
the report itself contains no record of an cmployec's reactions
or comments. To remedy these deficiencies, MAG recommends :

a. That the fitness reports carry a separate section
for emplovee comments and that employees be
encouraged (or perhaps even required) to utilize
this. : :

" b. That a statement be incorporated in the report
(possibly just above the signature) which
affirms that the supervisor has fully discussed
the employee's performance in terms of strengtihs
and weaknesses and has -set adequate goals for
the future.

- 2 -
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c. ‘That a further statewment be incorporated in the
report which specifically advises the ecmplovee
as to what his signature implies (his acquiescence
to thie report or meraly that he has seen 1t?)
and what grievance procedures are available to
him 1f£ he tokes excention to the report.

d. That the ewnployee (and rater) be pernu to

o

tte
see the comments of the reviewing officia

a

1.

e. That an employee be given a copy of his recport
for retention if desired.

4. Still another proplem is the widely divergent manner
in which various offices rate their employe2s. Although in
some cases differences among components may be ascribed to
the differing abilities of managers to communicate in writing
it seems more likely that inconsistencies stein from managenent's
failure more eifectively to standardize the system. I[AG thore-
fore recommends:

a. That serious study be given to the problem aof
devising objective criteria for cvaluation
whicn are applicable to all Dircctorates. (OC1
made an efrfort to do this in a memorandun of
January 1970 which spelled out more precisely
what each letter category reprasented.)

b. That other offices adopt some version of the OCI
use of a box score printed on the fitness xreovor
which lists OCI percentages in a given letter
category against the overall Agency percentages.
The reviewer thnus has some feel for what the
rating means in terms of the Agency as a whole.

5. ©o ensure that the revised system meets the needs
of both manager and emplovee, MAG feels coniinual review and
study of the system is necessary. At present, an emplovee
who 1s unhappy over a fitness report or a supervisor's attitudoe
tovard the process is in somewnat of a dilemma. If he does
not choose to make a formal complaint to the Inspector Ceneral,
iie has no recourse to a less formal means of review. Even
should ne be permitted to write iis own commments on the fit-
ness report itself, he may still feel the need to discuss

—_ 2
2
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problems with someone not directly in the c¢hain of comauand.
[AG also feels that some of the reluctance to change the
system in the direction of greater openness and candor might
diminish if some objective studies were made. MAG specif-
ically recormends:

a. That a kind of "ombudsman® be appointed in each
:. .» . Directorate with whom employees could consult
.~ about problems in fitness reports. Such a con-
. sultation would not constitute a formal complaint,
' but the ombudsman could use his own discrcection
about ‘informing higher management about problaas
. with a particular rater.

b. = That objective study and ‘research be undertaken
on such questions as (1) to what extent do.the
rater and reviewer disagree and (2) does the
requirement of showing the entire fitness report
to the employee make a substantial difference in
the way the report is written. '

6. IMAG considered several other possible cnanges. One
HAG member felt strongly that the only effective way to ratc
employees honestly would be through reports which were never
seen by the employee. HMajority sentiment was opposed to this
method. At the other extreme, a !AG member suggested that the
employee-supervisor dialogue on fitness reports should be
maxiwized by having the emplovee summarize in ¢raft form his
accomplishients during the period, as he saw them, and then
discuss these with his supervisor. The supervisor in turn
would use this summary and the ensuing dialogue to shape the
report itself. & related suggestion was to have ‘he supervisor
show a draft copy of the report to the emnplovee before formal
submission so that the rater could make constructive changes
as he saw fit before making the report final. 3Doth of these
dialogue-maximizing suggestions sougnt to crecate a flexible,
rather than a “taxe-it-or-leave-it," atwospnere. HMAG believes
that, while these procedures may in fact have been used
successiully by some supervisors, they should be used only
by highly skilled pecple who will not allow *he process to
degenerate into one of negotiation or bargaining. This
approach therefore is not advocated for ganeral use.

CIA INTERNAL USE ONLY
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! 7. MAG also considered the possibility of abolishing
letter grades to force wore attention to the narrative section.
The suggestion was made that, since some 76 pexr cent of the
ratings given in the Agency in 1971 £fell into either the

: "strong” or “outstanding” categoxy (with anotner 23 per cent .
i : in the "proficient” categoxry), the presant rating scale is
worthless and should be eliminated. MAG, however, hopes that

it3 suggestions will help to make fitness reports nora

accurately reflect actual performance. Finally, MAG con-

Cood T sidered and rejected tne idea of including in the report an
' ' employee's comments and requests relating to assignments,

; o training, and so forth. We recognize the need for continued dis-
! ' _cussion.on these aspects of an employee's carcer but.believe
. the fitness report is not the proper mechanism. Certain
i offices have devised procedures to handle this aspect of
, career development (e.g. OCI's EBAR--Employee Biennial Assess-—
: ment Review) and these could be studied with an eye to appli-
: cation elsewhere.

8. MAG in. particular wants to emphasize that the fitness
; report should never be a substitute for a continuing dialogue
; between supervisor and employee. The evaluation in a report
; should come as no surprise to an employee. Rather, what is

written in the report should reflect what has been said all

: along as to an employee's weaknesses and strengths, his _
progress, nis attitude and his goals. Changes in the fitness
report procedure will merely correct surface dfficicncies.
The basic need is for on-going and candid communication.

9. MAG sces the Flitness R@port as a ¢ood basic tool
which, with modifications and increased utilization, could
becore more valuable to all. From manageaent's viewpoint,

. increased use of the reports as a personnel counseling
vehicle, coupled with imputs from the employee, could do
nuch to enhance the value of the fitness report.

| : MANAGEHENT ADVISORY GROUP
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4 August 1972

MEMORANDUM FOR: Executive Director - Comptroller

Y

SUBJECT: Effective Lateral Communications

I The lack of effective communications between' individuals,

" components, or directorates can handicap the intelligence
analyst, technician, case officer and manager alike. Lateral
communication sometimes is viewed as unnecessary and contrary
to "need to know" compartmentation. Ilowever, the younger
officer especially has sought his countecrpart in other parts
of the Agency with benefit to both intelligence production and
operations. The difficulty of defining the lateral communication
"problem" was emphasized in MAG's discussions. Som2e MAG members
felt that the problem was essentially that pcople did not know
with whom to communicate. Others felt that the rcal problem
was to establish effective communication between people who
already know of their mutual existence and concerns. MAG
considered the subject and attempted to identify successful
communications techniques employed by some in the Agency which
could be used by othcers.

The most common approach to effective communications
involves personal relationships and usually takes the form of
knowing key people or componcnts knowledgeable about a parti-
cular arca. These interrclationships depend very much upon
personalities, mutual respect, personal needs and inadequacics.
Much of this communication is on an informal basis but can be
formalized. The situation of learning only too late about
pertinent work or capabilities of people could be alleviated
by a more organizcd way to identify key people in a dircctorate
or division whom one could contact for overall direction or
information. Certain pecople in any directorate scem to have
this capability cither through innate ability or their function
in the organization structurc which gives them an overall vicew
of office personncl and activitices. These points of contact
should be more clearly identified for all. another useful moch-
anism enhancing communication with the appropriate, pcople is
the use of a functional direcctory such as the onc published by
0CSs.

-
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SUBJECT: Effective Lateral Communications

An additional method of effective communication has been
used in times of crisis, for example, by OCI. A task force is
set up to ensure that all interested parties are in touch and
contributing necessary information. People with specialized
interest and knowledge in a particular country or problem are
identified and a roster is made with names, phone numbers, and
special area of expertise. Such a roster probably would include
- names of economic, political, military, scientific, estimative,
and operational specialists. On any given problem, then, these
people are ready and available. Sometimes neetings involving
all of the people on the task force are set up so that all
have a chance to exchange ideas and discuss probable events
and implications. Modification of this concept might be
workable even in the absence of a crisis. Lists of people
with specialized interest or knowledge could be assembled
and fed into a computer and made available to interested
individuals. :

The concept of a roster of personnel with special ized
knowledge can even be extended. Practical implementation
would involve providing a cross—indexed computer tabulation
which identifies specific subjects and knowledgeable individuals
Or Agency components. It is envisioned that this data bank
would reflect more than just those "experts" in a particular
field. Rather, it would, to a manageable level of detail,
truly reflect the activity within the Agency. This data bank
would be updated regularly as "expertise" is developed within
a given office or division. Younger officers who have not yet
learned how to work the informal communications channels would
benefit greatly by being able to tap this data bank. An
important aspect of this question relates to a certain amount -
of middle management "inertia" which is believed to exist
within the Agency. Many managers seem reluctant to search for
outside expertise almost to the point of discouraging the use
of the informal communications paths. If a data bank such as
discussed above .is to be beneficial its use must be encouraged
from the top down to overcome this management inertia at
whatever level it exists. Finally, security can be maintained;
a valid case can be made for not making the details of the
entire data bank available. At the office level an individual
can act as the interface between the officers in the division
and the data bank. Such an individual having the need to know
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SUBJECT: LEffective Lateral Communications

and aware of the information nceds of personnel in his
division can query the data bank to identify the experts

in othcr offices or to identify other components where
related work is being carried out. Further, this individual
being knowledgeable of the activity within his office would
be responsible for ensuring that his part of the data bank
is current.

The Agency spends a good deél of money each year sending

. people to conferences and seminars. The knowledge we collect-

ively have in the Agency also is significant but unfortunately
we seldom utilize the specialized knowledge our own pcople
have to inform each other. DPerhaps twice a year groups of
interested individuals (compiled and available from tho
computer) could get together in a confercnce or scminar
environment. Theé agenda should be flexible but includo pro-
sentations and discussion from people with differing Kinds

of specialized knowledge (whether it's all of the French
experts, groups of computer people or all thosc who worry
about space or missile problems). Even though on a working
basis many of us are in rcgular or informal contact with our
counterpart in other parts of the Agency we scldom take time
for a thorough and thought-provoking secssion. The organization
of the mceting could be a cooperative venture with the agenda
and ‘participants worked out by the Dircctorates and the
mechanics by the Office of Training.

Other means contributing to effective lateral communica-—
tions are participation in training classes such as tho DDS &T
Career Development Course and all inter-dircctorate coursces
(Mid Career, Intelligence and World Affairs, Advanced Intelli-
gence Seminar, and Senior Seminar). These courses serve to
demonstrate positive implications of lateral communication
between operational and analytical components. One of the
most helpful fallouts from these sessions is the contacts
made with people from other components and dircctorates.
Similar experiences can be gained in attending in-housec
seminars and technical working sessions such as the recent
Human TFactors Seminar and the working groups under the R&D
technical coordinating committee. )

MAG belicves that lateral communication should be
cncouraged by management. While many intelligence officers
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SUBJECT: Effective Lateral Communicatiqns

will communicate on their own once they know with whom to get in
touch, ‘others must be encouraged as they are encouraged by their
managexrs in other respects. Managers should make it clear from

the outset of an employee's assignment that they support latcral
communication and that the officer is expected to keep.in touch

with his counterparts in other components and directorates.

\

v

Management Advisory Group
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1 MNovember L1972

FIEMORANDUM FOR: recutive Director-Comptroller
SUBJECT : Personnel Davelopment Program
General
. 1. '"The Management Advisory Croup views the Personnel

Development Program memorandum submitted by the Office of
Personnal as an excellent first step in a long, overdue
systematic approach to executive and personna 1 developmea
The Program is extremaely ambitious but is vitally lmporta
to developing personnel to meet the future needs ol the
\“bncy Tha plan, for the first time, will force managamant
to make projections rcgarding headroom, will require com-—
ponents to program parsonnel to move upward to fill vacanc.cs,
and should ensurce that the parsonnel have been adequately nre-
pared s that they will be ready to move into the increns.ngly
responsible positions.

::S
(o

3

-
L.
L

-

IS

2. This plan, or any similar plan, will undoubtadly have

rnany "bugs," but these will best be handled as they arise
since it is impossible to see tham all now. Yo aensure that
they arc so identified and that action is taken to correct
them, it is imperative that the Program retain considerable
flexibility for future amendment. It 1s cven nore important,
if the Program is to be more than a show piece fox the Civil

ervice Coamission, that top level managemant make clear its.
commitment to tha Program, and that this commiiment be sus-
tainad over time.

Praobhzble Effactiveness

Givaen the full support of upper level nanagamaent,

. there doss not appear to be any reason to doubit that tha
Parsonnal Davelopment Program should be reasonably effactivao.
A inimum, the Program has the merit of inatlLublﬂg 3

Wik, [38 5,3-1/'33—'
,matic process through wiich n~om~u?ng oifficers can ba idonti-
cd and, hopalfully, batter prepared Zor thoilr vrosnective uon-
rd mOVCW"nf within the Agency. The major advaatage of this

S
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approach iz the establishmont of Hro“cﬁures to replace whai
15 now ' an a2 hoc process. In short, the Progroen
rorcoes : managzinans to consider more formally the vory
important guestion of an individuzl's -- and by cxbkension,
che Agency's —-- future dovelormant., -

4. The effectiveness of the Program will be enhancad by
the development of a mechanism of imvartial review and evalu-~
ation of personnel designed to reduce the effzct of p2rson-
alities on the advancozmant ladder. A panel systom, such as
the Clandestine Servicas', should ensure that parsonnel aro
selected because of merit and potontial rathex than by baing
a nember of an "old koys' club." Each componeni or offica
will, of course, have to develop its -own mathod of sclaction
but eifforts must be made to ensure that the cry of "cronyism"
cannot be attached to tha process.

avorab

5. Wnile the overall reaction to the Program is
i1t may have certain built-in problems, some of them si

[REtetNt C

- . . . - - - -
from the arly identification of "comers." ‘“The danger of
"elitism" exists along with i1ts potential effect on ovorall
Agzncy morale. The existence of such "comer" rosters couid
not be kept secret and thera could b2 the problom of how thoso
not on the list reactad. Favoritism and arbitrariness arc
charges that could arisae due to the Program. This paossibloe
drawback should be attenuaced, but perhaps not removed, b, ‘the
issuance of explanations about the Progrem and its purpose as
required by the menorandum.

6. A related probleam might be describad as the "self-
fulfilling propheacy dilemma.” That is, onca managamant has
gona on record as tapping an individual as a "comar," thera
could arise tendency to push that person along regardless
of his or her actual performance. Otherwise, it might re-
flect "badly" on someona’s initial choice. There is no iron-
clad vay around this potential problem except to be aware
that it exists. Some sort of continuing review will aid in
keeping excesses of this type to a minimuvn.

Probaple Accentancsa

o 7. As @s the case with any major change, it is assumad
tinat there will be some initial resistance to the accentoaca
0f such a wide ranging revision in the svstem of vertical mova
man; yﬁhnlﬂ the Agency. To bae really effective, the Progran
mnst have the strongest support possible from the highaost
levels of the Agency so that thoro is no quastion as Lo the
need for all to accept the Program and to work 7For ils hromo-
inplementation.  When tho Program is fully exolained and its
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ndividual Comments

10. wh'lo the Program is described as one for poersonnal
-development, the memorandum appears to bz devobted almost one-
tirely to e}acutive development. It is unclear whathor cha
many Agency amployees who do not possess ewacutive sobtanitial
but are excellent officars who need to tevelop other strengins
will be included in the Program. Their carcer dqveloomenquc
guires augmantation by spacializad trainlng or ansiqn%ents Lo
boctoer prapare them to perform thoeir iwoportont bus non-
szig?r%al tashkes. Addif Jonal;y, the proposod Program does not

ake inko aeccount employees unitil they have *0d”n;d tha C5-11
level. TFox nany enolo‘ 5, this 1s too far alo in theis

Sy
carcer to.be very cffective.

) 1. Pgrnonnol DLLnnlﬂg of the magnitude suggestad by ke
rrogram requires nuch tighter controls over roli )
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the You ! dvau; laut spring, many young professionals arguad
that sunsrvisors woere not giving mOVC r“”DD.SiO lity or en
couragoemane o "comess" becauss this might hasten thelxr cwn
roviyomant., "prolong onz2's carear by boconing indispensable!”
Tho suggeboion was mada that a stricter age/sorvice © ramang
prograild nignt encouvrage officers to train COWErs as t b
"proteges,"

12. In soxe pzopla's minds, ths two-headed retivemant pro-
gram ot the Agancy hampars vsrsonngdl planning. Declining over-
seas slots impedes those shooting for the morce attractive Agency
plan in preparing fox thelr ovin retirement. At the sama tinme,
sympathetic managers may opt for the man needing on2 more tour
over the man with superior skills in filling overseas slots.
Thus again the "comer" is thwarted.

13. DAccurate or not, many young professionals spzak of
"ecronyism" keeping capable people from advancing. A very byright
youndg back STAT
grouinad IIds S Ctarced cIldo [T wao vVoly oCll In ol essed w.Lotl those at

tressed wit
those

3 O‘["’

his level, but equally dis
and managerial skills oif
what he perceived as an "old b

apove him.
club”

th the substantive knowledga
He blamed this on

atosphcra allowing

division chiectls to briwn in outgiders to senlor wanagensnt slobs
regardless of thelr gualifications.

14, 'The proposed Progrom app=ars to be really two achitio
programs in one: an executlve developmant projram ani an exacu-
tive replaccment program. The distinction betwsen thoese two is
that an executive development program would be for CIA employeos,
whereas an exaecutive reslacarent program should be of wider
scopa. An "Executive Candidatss PRoster" shotld include non-
Agency and non-Government pzarsonnel. Not only is this desirabla
to preven®: inbreeding, but it is representative of the currentc
status in DD/S&T where the Deputy Director and the majoritv of
the office directors had substantial carsers prior to Agency
enployment.

15. The Program appears to reflect a 9-1 approach that
would be improved with provision for more ianpub from the indi-
viduals who comprise the rosters, at whatever grade laval. A
modification to PMMP Forms 2, 4, and 5 that would includs an
emplovee’s plan for himself, such as a rotational assignmant
outside his immediate warant organization, a sabbatical voar,
speclfiic courses, etc., would ameliorate this prehblem. Lacking
this, there may be too strong a tendency for managers to )

___f___.
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admirable goals of the whole Program.
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12 January 1973

HEHMORANDUM FOR: Executive Director-Comptroller

SUBJECT . The Agency's Image Revisited
5 MAG has reviewed the 18 November 1970 MAG-produced memorandum,
j "The Agency's Image" and concludes that some of the observations
b and suggestions in that paper are still valid, some were valid but
¢ have not been acted on and others are outdated. Certainly the
. milicu is different. The National Student Association expose is

; practically forqgotten and our recruiters no longer have to "operate
o almost in stealth around campus fringes."

< MAG members have expressed some qualms about portions of the

‘ previous paper. The publishing of a textbook directed at scholars

’ would be highly suspect by the very group we are trying to impress.
If there is to be a publication on the Agency it should be directed
to the public at large and be in the form of a pamphlet such as an
unclassified version of the CIA Factbook. The idea of holding
seminars to sell oneself to other government agencies seems to be
superfluous at best, and possibly counterproductive. Seminars

with other government agencies should be on topics of mutual interest
in which all participants can contribute.

HAG does agree with our predecessors’ major conclusion "that
the Agency's image is determined mainly by the quality of its work."
However, despite the machinations of Jack Anderson and Company,
most of our efforts are known only to a relativelv smail and elite
clientele. Therefore, there is room for legitimate image building
~among the public at large. In looking to future endeavors of this
. type MAG believes that the low key approach is best. At the same
time, there must be an awareness that the Agency's potential audience
is multi-faceted and therefore a variety of efforts should be
continued, expanded, reinstituted or initiated. In this light MAG
; offers the following suggestions:

~n MTEU 0T
” C = I ‘Il HET !L'UL. '.)ha,{
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Recently the Agency has made available to libraries,
through the Library of Congress, selected reference
alds such as Chiefs of State listings and wall charts.
This program merits continuation and expansion.

From 13963 to 1966 the Office of Personnel operated the
"100 Universities Program" whereby twenty senior officers
visited universities and described for faculty members and
administrators what a career with the Agency was like.
This program was judged to be a success, but was dis-
continued because a sufticient number of schools had

-been reached. Such a program should be reinstituted

and expanded to include having junior officers speak
before selected student audiences on a career with the
Agency.

Recently the Agency has opened its doors to high school
and college students for general briefings. This worth-
while endeavor should be expanded to include selected

-student groups such as college newspaper editors.

The 18 November 1970 MAG paper on the Agency's image
advocated Agency-wide presentations by distinguished
Jjournalists or academicians. Unfortunately this idea
thas not been carried out. An annual address by a
noted journalist or scholar opened to all employces
would be enlightening for those in attendance and
could have a salutary effect upon our image both

in the media and academia,

The previous MAG paper suggested nmore involvement

by overt employees in professional societies. Since
that time Agency employees have served on committees
and run for office in some professional organizations;
among them being the American Congress of Survey and
Mapping. Certainly overt Agency employees should be
able to be more open about their employment affiliation
at conferences and seminars.

-7-
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"Going public" with such outstanding productions as the
China Atlas and the OMS drug exhibit put the Agency in
a favorable Tight. Such public service endeavors will
hopefully be continued and presented to even broader
audiences.

MAG believes there 1s a relationship between a well-
informed group of employees and a favorable Agency
image. The DCI's State of the Agency Address, the
accessibility of senior managers to their employees
and communication from middle level managers serve
in creating more informed employees who will better
articulate on behalf of the Agency in public at the
appropriate time.

In conclusion, MAG recognizes that it is impossible to
present a favorable image to everyone and that there are a
number of activities we do not want to publicize. At the same
time, an alert attitude toward opportunities to improve the

Agency's public image will redound to the Agency's benefit.

THE MANAGEMENT ADVISORY GROUP

-3~
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1 March 1973

MEMORANDUM FOR: Deputy Director {for Support

SUBJECT : Agency Isprit

1. MAG has conducted a modest survey of employee
attitudes to determine if there is an Agency-wide esprit or
ynorale problem. In addition to informal surveys by the MAG
membership, the views of a number of Junior Officers Groups
were solicited. This paper addresses those topics which we
considered central to the question of esprit, provides our
asscssment of Agency morale today, and recommends manage-
ment action to improve esprit or counter declining morale. As
a result of this effort to determine Agency esprit, MAG has
arrived at the following general conclusions:

A. There is no fundamental Agency-wide morale problem
today, but there are isolated components with significant morale
problcms.

B. Espritis nota generational question. The basic

frustrations of junior officers are shared by scnior personncl.
A

C. In ovder to ensurc that there will not be a morale
problem in the future, Management must rccognize and respond to
the near unanimous attitude among young professionals that mcan-
ingf{ul contribution at a reasonable salary is mandatory and that
"make work' at any salary is unacceptable.

2. The single most important factor which determines
morale is the individual's concept of the usefulness of the Office
or Division product. There is considerable feeling within the
analytical components that the Agency has suffered a loss of
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SUBJECT: Agency Esprit

impact with those officials who make national policy. This fecling
is accompanicd by a decline in the sensec of involvement and degree
to which an individual feels his activity is truly meaningful. This
sense of involvement and contribution offscts any number of less
fundamental concerns and explains the high morale overseas and
high morale anywhere during times of crisis. A significant number
of Agency professionals are passing through an identily crisis,
They question the existence of an Intelligence profession and there
is some desire for a Professional Association (a concept which has
some support within MAG). The fact that the Agency's product is
being utilized and is having an impact should be communicated to
the individual by every practical mcans.

The second morale delermining factor is responsibility.
Individuals are looking for responsibility at an carlicr age and
scek opportunity for more interesting and challenging work. The
obvious lack of carccr planning and the inability to move within
offices or betwecen Directorates is ol concern to many officers.

It is accepted that promotion headroom is less today than
in years past. Although many people fecl that they have been treated
fairly and fecl that promotion headroom docs exist for truly qualified
personnel, many others hold the opposite view. MAG is unable to
quantifly pecrcentages on either side of this question.

Esprit is directly affected by the competence of the
immediate supervisor, too many of whom are characterized as

poor and unintcrcsted. One aspect of this question is top down

communications which arc considered in genecral to be marginal.
In a related arca there is considerable evidence that most
individuals are aware of the mission of the Agency and their
Directorate. However, the individual sees little evidence of
reflection on the part of senior management on ncar term goals or
on how to measurc progress against specific goals. The extent (o
which the individual's view of senior management affccts esprit is
not clear. Itis clear, however, that a more "visible" scnior
management group will have a positive affect on esprit.

- Page Two
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3. The following arc specific recommendations for manage-
ment action. MAG does not feel that the Agency is seriously defi-
cient in all arcas identified below., However, given senior manage-
ment initiative and Jong~term commitment, significant improvements
are possiblc and practical. '

A. Rvery opportunity should be taken to make the Deputy
Directors and Office Directors more visible. Their infrequent
appearances at award ceremonies or yearly "open house' is
always of bencfit, It is recommended that once a year cach Depuly
Director, spcaking to as Jarge an audicnce as possible, articu-
late the goals and objectives of the Directorate. To make this
means of vertical communication more effective, Office Direcctors
and Division Chicfs should interpret the Directorate goals into
Office and Division goals., '

B. Management should seriously address the question of
productivity, One aspect of this is identification of marginal
activitics. Consideration should be given to providing a method
whereby any employee can suggest marginal activities to be
climinatcd or curtailed. |

C. It is suggested that where morale is a serious problem,
it is the result of poor or incompetent management.. MAG believes
that such conditions can be easily identified. The immecdiate
solution to such problems is replacement of the manager--oftcn a
painful decision. I'or the long term, MAG recommends that only
those individuals who demonstrate a competence for management
be promotced into management positions. The brilliant analyst who
has no supervisory skills or interests will nol necessarily make a
good and productive manager. Such an individual can be rewarded
throughout his career by such means as the "Scientific Pay Scale"
used in DD/S&T. A sccond recommendation leading to better
management is_ that management training be provided for super-
visors. T

D. Managers at cvery level must be reminded of their
basic responsibility to ensure that subordinates can relate
individual contribution to the goals of the Office or Dircctoratc,

Papge Three
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1. Some of our most important work is accomplished in a
crisis atmospherce., When there is emphasis on meeting deadlines,
the quality of the product necessarily suficrs. It is reccommended
that component performance during criscs be closcly critiqued so
that the most disciplined approach to management during crisis
can be found.

¥. Thec neced for vertical communication is particularly
acute in the Clandestine Service because of the very nature of its
activitics and the nced for compartmentation. Specifically, the
Officer returning {rom overseas is the one most in nced of a
better perspective of how the Clandestine Service fits into the
government structurc. An OTR course similar to the now can-
celled "CS Review! should be considered as a means of providing
this perspective,

G. Rotational assignments and transfcrs between
Dircctorates for individuals with promotion potential should be
made casier.

H. IEvery cfiort must be made to match the qualifications
of the individual to the requirements of the job. The frustration
of "over qualificd for the job'" is real.

4. The Agcucy justifiably prides itscll on ils professional
qualities. These qualitics generally ensurc that the work gets done
and done well, This high degrce of professionalism can also scrve
to mask the degree to which an incipient probleim may bhe becoming
an issuc that requircs remedial action. There arve perhaps some
Agency wide policies and procedures which if changed would boost
the average level of morale. The more difficult task is to tackle
this question in the face of policics and procedures which for good
reason cannot be changed., The key to the more subtle question of
cesprit is the degree of commitment to positive action by top level
management. Action can and should be taken at all levels of
management. If one accepts that esprit is a problemn, such action
will serve to counter declining morale. If one holds the view that

- Page IFour
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SUBJECT: Agcncy Esprit

csprit is not a problem today or for the futurc, then the same action
will scrve to improve morale above its currently "acceptable' level.
The {ecling that morale is a problem is contagcous and if such an
attitude is not countercd, morale will become a problem.

Management Advisory Group

cc: IExecutive Director -
Comptroller

Page IFive
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ZZ March 1973

.MENORANDUM FOR: Executive SecretarY/CIA Management Committce

FROM : Management Advisory Group
SUBJECT : Revicew of Fitness Report Program

REFERENCE : Memo for ExDir-Compt, from D/Pers,
dtd. 19 Dcc 72, samc subject

1. a. The subject memorandwn appears to provide a
solid basis for projecting improvements to the Agency's
Fitness Report (FR) system. The descriptions of the
rating procedurces employed in large companies reveal the
impossibility of finding a single '"best way'. MAG beli~ves:
that the comparative stability of the Agency's corps of.
carcer employees makes possible a system which will do a
much better job of illuminating employeces with high potcential
and identifying 'deadwood' at all levels than the present
system does.

b. MAG agrees with most - but not all - conclusions
and recommcndations contained in paragraphs 7 and 8§ of the
subjcct memorandum. We believe two recommended changes stand
out far above the rest:

(1) training for FR writers, and the role of the
parcnt career service and Directorate thercin, and (2) the
degrce to which the employece should be involved in preparing
the FR. MAG believes that the other recommendations, while
helpful, will accomplish almost nothing if not done in
concert with these more fundamental improvements.

2. a. With rcgard to training FR writers, MAG strongly
recommends action on paragraphs 7c¢ and 8g of the subject
memorandum. In perhaps no other scgment of his job is a new
supervisor less preparcd than his responsibility to summarizce
on a half shecet of paper the strengths and weaknesscs of the
employces under his command. The only model a ncw supervisor
has before him is the perhaps foggy recollection of the prosc

ADMINISTRATIVE-INTERNAL USLE ONLY
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in his own reports, and the report prepared by the enployce's
previous supervisor. Over the ycars he gains a feccl for what
is "acceptable', and learns the difference between describing
a really outstanding performance, and damning with faint
praisc. By the time he reaches the level of responsibility
where he has to pass on promotions, approve training requests,
interview applicants for vacancics, etc., he has become adept
at rcading between the lines and rc¢ading into the narrative
the intent of the FR writers. MAG believes this unhappy
situation can be turncd around, if not brought to an end,
through Dircctorate-oriented FR writing COurscs, with senior
carecrists from the Dircctorate taking part in the instruction.
There should be follow-up, annual oT biennial seminars, with
all supervisors meeting with their Office heads to hcar a
reenunciation of the aims of the FR and to hear a statistical
recap of extant ratings. MAG believes that detailed guidance
by Directorates to FR writers is long overduc. It bclicves
that such guidance, given annually, will not only help the

FR system, but will also ameliorate chronic complaints from
employeces concerning the lack of carecer planning, downward
communication and rotation.

3. MAG considers a modification of recommendation 8b
in the subject memorandum (dealing with employcc input to
the FR) to offer an cqually significant advance for the FR
system. It disagrecs with the general appcllate cast D/Pers
gives to the proposed attached statement from the ¢mployce.
MAG beliceves the cmployee contribution should not only be
permitted; it should be strongly encouraged. This statcment
should summarizc the progress the employcc fcels he has
made during the reporting period to componcnt and personal
goals, including accomplishments, training, special assignments,
and efforts he may have made to corrcct personal deficicncies
noted in a previous report. It would be the subjecct of comment,
as appropriate, by the IR writer or reviewing official. This
information is now unavailable to carcer service boards and
reviewing officials and would be invaluable in providing then
with missing brush strokes of the portrait they scck. IT appear:
to MAG that the cmployce's contribution would promotc hecalthy
dialogue of a sort so many employees find lacking today.

4. MAG belicves that recommendation 8c¢ (decaling with
rating the raters) in the subject memorandun falls to grasp
the nettle. The intent of the recommendation can only be
to identify FR writers who cither through incompetence or
lack of motivation fail to writc adequatc reports. Rating
the rater is important but it will be too late for the hapless
employecs alrecady the victims of an ill-preparcd supervisor.

- 2 -
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5., Implementation of the rccommendation in paragraph
§c, '"...comments concerning potential should be confined to
factors related to job requirements'" will remove the Fitncss
Report as a tool for alerting career service boards and
others to employccs who do 5c¢cm tO pOS5¢s3s Gualities equipping
them for positions of greater responsibility. MAG agrees
that cmployces nced to be protected against unwarranted or
gratuitous criticisms over matters having no rclevance to
performance. MAG members know of many instances where a
person has through no fault of his own ended in the wrong
spot. A strict interpretation of the recommecndation as
stated would prevent a statement saying so from becing placed
in the record. We believe it essential that cither in the
Fitness Report or in some other periodic evaluation there be
statcments concerning potential, most particularly 1in cases
where the employce has significant potential, or where he
has been placed in a job where his potential can not be
properly developed.

Attachment

ADMINISTRATIVE-INTERNAL USE ONLY

Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6



Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6

ADMINISTRATIVE- INTERNAL USE ONLY

Excerpts From Referenced lemorandun

7.c. Greater emphasis should be placed on the cnrollment
of supervisors in thc Performance Appraisal Workshop conducted
by the Office of Training. Currcntly, there is no mention 1n
Agency Regulations conccrning training of supervisors in the
use of the Fitness Report or performance evaluation.

8.b. Add in the certification block an invitation to the
employce to attach any comment (not necessarily in rebuttal)
which he feels will contribute to the record of his job
performance and require him to check an appropriate box
indicating that he has or has not chosen to do so.

8.c. Revise the Fitness ch01u Instructions (Tab B) .o
rcemphasize that evaluations and natrative comments should
relate to job performance and that any comments concerning
potcntial should be confined to factors related to job
requirements.

8.c. Include in the Instructions a requirement that
rating officials comment on the rating performance of those
employces who are themselves rating officials.

8.g. Revise Agency Regulations to make the Deputy
Directors responsible for providing instructions and guidance
in adapting the use of Fitness Reports so as to best cvaluate

the job performance of employees within their arcas of
jurisdiction.

Attachment
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MEMORANDUM FOR: Exccutive Secretary,
CIA Management Committee

SUBJECT : Grievance Procedures

1. The Management Advisory Group has been asked to comment
on the paper preparcd by the Junior Officers' Study Group on Agency
grievance procedures, dated 24 January 1973.

2. The MAG's general rcaction to the paper is favorable in
that it directs management's attention to problems concerning the
handling of employee grievances as well as the gricvance mcchanism
itself. However, it appears that the JOSG concentrated on one
aspect of the problem, namely the Inspector General's role, rather

(:) than on the broader question of employce grievances.

3. The MAG does agree that additional publicity about the
role of the IG in handling employee grievance is warranted. Its
role is an extraordinary one which obtains only when the grievancues
transcend or cannot be handled within the normal gricvance channcls
which exist as a part of any organizational structurc. The IG essen-
tially is a tool of Agency management, advisory to the Dircctor, with
responsibilities extending into a broad range of management functions.
To argue that the IG should be considered a representative of Agency
employees rather than of management indicates a misunderstanding
of the traditional role of the IG. Moreover, in the arca of employce
grievances, even though equity for the employee is a prime factor,
the overriding consideration must be the good of the Agency.

4. The MAG further believes that the function of the supervisor

It should be the responsibility of each office chief, rather than the

I1G, to concern himself with employee morale, and management

should encourage employces to air their gricvances. It is rccom-

mended that cach Directorate publicize to their employees existing

grievance procedures, as was recently done in the Directorate of
Science and Technology.

ADMINISTRATIVE - INTERNAL USE ONLY
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5. Some of the other suggestions made in the JOSG paper

descrve comment. It was probably a valid criticism that IG com-
ponent surveys received insufficient dissemination. Here again, it
was a management responsibility to determine how and to what extent
the results of IG surveys were used as meaningful feedback to
employeces. It is the MAG's understanding that component surveys
are no longer the responsibility of the IG.

6. The fact that going to the IG with a complaint, or surfacing
a complaint within normal channels, will in some cascs leave the
complainant '"a marked man'' is truc. But, this is a fact of life. It
is hoped, however, that with the continued encoura gement and
receptivity by management to innovation and change, the Agency can
mature to the extent that it is a less serious fact of life.

7. For the IG to more actively scek out and deal with pcrsonnel
problems would be to place undue emphasis upon that onc facet of the
IG's function. Whether or not a special Agency grievancc board, com-
posed of representatives of various components and age and grade
levels, would scrve a useful purpose is questionable. For sucha
board to have the authority 'to make binding recommendations”
_ would tend to subvert existing command channels. In fact, the

recommendations of the IG are binding to the extent that they arc

accepted by the Director.

8. The IG has indicated that he is agrceable to the ideca of
having younger officers below the GS-15 level assigned to his staff.
If it proves feasible to have qualified persons spend a tour with the
staff, MAG endorses the idea. The IG has also indicated that he
intends to take action on the following: (1) publicizing the functions
of the IG; (2) recommending a review of Directorate grievancce pro-
cedures; and (3) urging wider dissemination of inspecction reports.

Management Advisory Group

‘
€2~=>
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MEMORANDUM TOR: Exccutive Scecretary, CIA Management
Commidtece
SUBJECT: Vacancy Noticce Books

It has come to MAG's attention that cmployces are
reluctant to ask to view the vacancy notice books being
maintained in various components, as they fcel that such
a request would give them a reputation of being a mal-
content. Whether true or not, the fact that this is
believed will deter many who are interested in such notices.
Therefore, to provide an opportunity for additional quali-
fied employecs to apply for vacancies that they were un-
aware of, MAG recommends that publicity be given to the
fact that one book is maintained in Stalf Pcrsonncel Division,
Office of Personncl, Room 5B47, and that consideration be

n given to placing an additional book in ncutral grounds such
“D as the Library Mezzanine. If such a plan is adopted, MAG
further recommends that notices to this ecffcct be posted
temporarily on the various Agency bulletin boards.

MAG
J
LJREQTRATY O _'""“"" 1r o T
AD*;SIL,\!F Ve e v RS ! '\\A :“}‘ !
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Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6



Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6

Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6



fAmindstrative - Internal LU Only N
Approved For(Rga:Iease 2006/11/21 : CIA-RDP84-00780R085200200027-6 \

|
i
|14 March 1973
;

MEMORANDUM FOR: Executive Secretary, Management Committee

SUBJECT : Response to MAG Notice

1. In ecarly January of this year a Headquarters Notice
~distributed to all employeces discussed MAG and solicited
employec views and suggestions. The purpose of this Momo-
randum is to inform you of the response to that notice and
“the actions taken by MAG.

2. There have been ten responses all of which occurred

. in January. All responscs have bcen acknowledged by a MAG

' Member. MAG action has not been complected on two of the ten
~and the disposition of the remaining cight is as follows:

A. An employce query as to why MAG membership cxtends
“to only age 45. This was answered directly by the MAGC co-
s chairman,

_ B. A suggestion that parking lane sctter designations

. be painted at the entrance to each parking lane. MAG has

- recommended that this be submitted through the cmployces sug-
. gestion system.

C. A suggestion that the Boy Scouts provide markers
indicating the type of tree for all trecs within the liead-
quarters perimeter. MAG has recommended that this be sub-

mitted throupgh the employce suggestion systen.

D. A suggestion to provide shuttle bus transportation
between Headquarters and the West parking let. MAG docs not
endorse this rccommendation.

E. A suggestion to make available in each office a photo
album of agency officials in the chain of command., MAGC sup-
ports this suggestion and has sent a memorandun of endorsement
to the Sugpestion Award Committee.
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F. A suggestion that Vacancy Noticés be located.on
somec ncutral ground for individuals reluctant to approach
their component personnel officer. MAG is preparing a
separate Memorandum endorsing this suggestion.,

G. Permit employeces to shift working hours one half
hour in order to facilitate carpooling. MAG has informed
the individual of existing regulations permitting such a
change in workine hours. The original sugpestion has been

Sgiven to with the MAG comment that there may be a STAT

number ol orrIcials who arc unaware of the flexibility per-

‘mitted within existing regulations.

H. A recommendation that lounges be provided in women's

- rest rooms at buildings away from licadquarters. MAG endorscs

this recommendation and has forwarded the original suggestion

+ to Mr. Evans. _ .

3. Tollow up memoranda on this subject will be preparcd
if warrented., At | suggestion the response to the
MAG Notice will be discussed in the MAG annual report.

STAT

fanagement Advisory Group
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